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Abstract 
The present paper reports the study which aimed to refine the participatory management (PM) concept in high schools by 
adopting a multidimensional approach. The authors examined simultaneously fifteen components of PM. Data for the study was 
obtained from a sample of 903 Iranian female teachers. The results indicate there are significant relations among all components
of PM. Managers did not consider PM as a quick fix solution. Furthermore teachers expressed that the important of constraints of
PM were lack of a formalized document, and it caused teams to operate under informal practices. Knowledge in PM enhances 
performance and capabilities of human resource in educational environment. 
© 2010 Elsevier Ltd. 
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1. Introduction 
The shift to Participatory management (PM) in the workplace is both inevitable and necessary .Hence managers 
attempting to providing maximum opportunities for organizational members to participate or be involved in decision 
making (Owens, 2001) allow free flow of information through open communication channels and granting authority, 
freedom and autonomy for organizational members to make decisions affecting their work ( Matthews et al., 
2003).PM is better suited for today as it empowers and development  workers. In addition, workers today are more 
educated, motivated, responsible, and capable of doing their jobs without being closely supervised (Gono, 2001). 
Participatory approaches, enhancing the levels of trust within the school community attain educational benefits 
(Blase & Blase, 2001; Tschannen-Moran, 2001). In a PM system, the degree to which a person is participating will 
have a positive effect on levels of individual performance and satisfaction. Participation in school management is in 
line with enlightenment’s vision of freedom and democracy. Therefore study regarding PM and identify the 
constraints in implementing PM is very important. Conversion into a participative organization is seen as a way for 
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an organization to build key capabilities essential for success in the complicated and dynamic contemporary 
organizational environment. 
1.1. Why Participatory Management? 
According to research done by Marchant (1982) on participative management in information services, the service 
improves where staff is involved in decision-making. Management can now be released for broader, more important 
activities. Participative management helps to eliminate or lessen the feeling of hostility towards orders imposed from 
above and it helps employees to feel able to drop their defences and expand their energy productively instead. There 
are a number of benefits that can be derived from PM. These include:1. PM is critical to the struggle to improve the 
effectiveness of projects (particularly design, implementation, monitoring and evaluation, and outcomes as against 
outputs) 2. Feelings of being needed and wanted and that everyone’s opinions count will promote ownership 3.The 
whole is greater than the individual part. Decision making therefore benefits from wider range of knowledge, 
information and experience. A related benefit is the increase in choices and opportunities 4.The project impacts on 
project stakeholders, especially, primary beneficiaries, will be improved greatly through stakeholders’ involvement 
in decision making 5. PM promotes the adoption of problem solving, rather than a predictive blue print approach to 
management to ensure flexibility, and maintain the ability to adapt to constantly changing realities 6. PM increases 
local capacity and empowerment. PM has to be introduced in which power is shared, everyone is given an 
opportunity to participate, work is conducted by consensus and multidisciplinary teams are utilized to implement 
processes. Implementing participative management practices is also known to yield the following benefits: heads 
cannot easily manipulate people; teachers are given a sense of control over their own working lives and  power 
inequities are balanced (Harchar and Hyle, 1996); and additional resources become available to the organization 
(Lienhart & Willert, 2002).
How can a person be identified as a participatory manager? A study conducted by Larry Greiner in the early 
1970s rated thirty-nine leadership characteristics based on what 157 managers thought of PM. Managers chose ten 
characteristics they felt were representative of a participatory manager. Ranked in order, from the most to the least 
participative, the characteristics are: 
1. Gives subordinate a share in decision-making 2. Keeps subordinates informed of the true situation, good or 
bad, under all circumstances 3. Stays aware of the state of the organization's morale and does everything possible to 
make it high 4. Is easily approachable? 5. Counsels, trains, and develops subordinates 6. Communicates effectively 
with subordinates 7. Shows thoughtfulness and consideration of others  8. Is willing to make changes in ways of 
doing things? 9. Is willing to support subordinates even when they make mistakes? 10. Expresses appreciation when 
a subordinate does a good job (Albanese, 1975).
1.2. Advantages of Using Participatory Management 
Job satisfaction ( Kim 2002; Robert et al 2000; Spence-Laschinger & Finegan 2004),Perceived organizational 
support ( Rhoades & Eisenberger 2002;Lau & Lim 2002);Extend stronger support to realize the goals( Gamage, 
1996 );Better decisions and greater efficiency(Gamage, 1996; Hoy & Tarter, 1993; Likert, 1967);Organizational 
citizenship behaviour (Eisenberger et al 1990) labour-management relations (Ospina & Yaroni 2003); Job 
performance (Lau & Lim 2002; Ming 2004);Employee satisfaction, motivation, morale and self-esteem (Hargreaves 
& Hopkins, 1991);Identifying and solving problems (Blasé &Blasé, 2001); Establishment of strong networks among 
the members (Hargreaves, 2001);Open communication (Blase & Blase, 2001; Saunders & Thornhill, 2003); 
Supportive and collegial behaviour of the leader (Hoy & Tarter, 1993).  
1.3. Barriers to Participatory Management 
Barriers to PM are usually of three types: controllable, uncontrollable and capable of being influenced. 
Controllable factors may include inadequate time with employees as well as lack of training and interest on the part 
of employees. Uncontrollable factors may be the reputation of the department, structure of media services, and the 
area of service within the organization. Barriers you can influence may be lack of knowledge in PM by a supervisor, 
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organizational climate that is not conducive to PM, and a supervisor who is unwilling to spend the time to practice 
PM. The following list shows the possible barriers to PM (Schmid, 1980). 
2.  Body 
2.1. Purpose Research Question of the Study  
This research attempts to define PM as multidimensional approach contains fifteen components as follow: 
Table 1: Components of Participatory Management (PM)
Component Definition 
Trust  PM enhancing the levels of trust (Blase & Blase, 2001; Tschannen-Moran, 2001). 
Decision making PM is a process where subordinates share significant degree of decision-making power with their immediate superiors 
(Gono, 2001; Riesgraf, 2002) 
Team work In PM, team work provides a structure for assembling teachers with diverse backgrounds, perspectives, disciplines, and 
expertise needed for these tasks (Zahavy & Somech, 2002). 
Share power PM is a process in which influence is shared among individuals who are otherwise hierarchically unequal (Kim, 2002; 
Marzano, 2003). 
Motivation Participative approaches to decision making mainly out of pragmatic motives to achieve valued organizational results 
(Somech, 2002). 
Communication PM causes Communication effectively with subordinates (Albanese, 1975). 
Involvement PM attempts to involve stakeholders towards meaningful involvement (Waters et al., 2003). 
Collaboration Through a judicious use of PM, leaders may make sound decisions by drawing upon the collective expertise, 
experience, and wisdom of their employees (Lichtenstein, 2000). 
Democracy  Democracy is a benefit of PM (Bartle, 2007). 
Transparency Transparency is important in participatory approach (Bartle, 2007; Christensen, 2002).  
Innovation  PM encourage innovations (Walker & Dimmock, 2000). 
Respect  PM prepare a situation for expressing appreciation when a subordinate does a good job (Albanese, 1975). 
Problem solving  PM promotes the adoption of problem solving, flexibility & change (Marchant, 1982). 
Identify goal PM is a co-operation between manager and subordinates in the setting up of objectives (Dutton, 1973). 
Equalitarian  In PM power inequities are balanced (Harchar & Hyle, 1996). 
The main objective of the study is to determine the extent of PM that is the participation of teachers in decision 
making process in high schools in Mashhad, Iran. In addition, this study tries to identify the probable constraints in 
implementing PM in female government high schools. This study attempted to answer the following three questions: 
1.What is the extent of PM of female teachers in governmental high schools in Mashhad, Iran? 2. What is the extent 
of relationship among fifteen component of PM in governmental high schools in Mashhad, Iran? 3. What are the 
constraints in implementing PM in female government high schools in Mashhad, Iran?   
2.2. Sample and Methodology of Research  
The sample of this study comprises 903 female high school teachers in the city of Mashhad, Iran. Previous 
research has shown that female high schools perform better than male high schools. The instruments used in this 
survey study are questionnaire consisted of 96 items for obtaining information related to PM. The items have the 5 
point Likert type scale of responses. Descriptive and correlation are utilized in this study. Accordingly, Pearson’s 
product moment correlation is used in data analysis. A t-test for one statistic sample was made to examine the 
deviation of PM with respect to the desired situation.  
3. Finding and Results 
As the results in Table 2 below show, the highest mean value is 78.1 for the Respect (PM12) component whereas 
the lowest mean value is 58.6 for the Share power (PM4) component.  The t-test value was at significant level for all 
the 15 components, the highest being 29.363 and the lowest being -2.472.  Overall, the mean value was more than 
60 except for the Share power (PM4) component, the standard deviation of which was 16.0 and the t-test value was 
18.563 at the significant level of 0.00.  These findings show that the level of PM for 14 components was prominent 
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or favourable (i.e. more than 60 mean values) except for the Share power (PM4) for the female government high 
schools in Mashhad districts, Iran. 
Table 2: Overall results of mean value and t-test value regarding PM
Components Mean SD t-test df sig 
Participatory Management (PM) 70.1 16.4 18.563 902 .000 
Trust(PM1) 72.9 17.5 22.034 901 .000 
Decision making (PM2) 67.5 20.3 11.134 901 .000 
Team working  (PM3) 68.8 19.7 13.376 901 .000 
Share power  (PM4) 58.6 16.0 -2.472 902 .014 
Motivation  (PM5) 62.6 16.6 13.867 902 .000 
Communication  (PM6) 72.0 19.4 18.349 902 .000 
Involvement  (PM7) 71.5 18.9 18.338 902 .000 
Collaboration  (PM8) 72.1 18.8 19.481 902 .000 
Democracy (PM9) 73.8 19.6 21.128 901 .000 
Transparency (PM10) 71.6 19.2 18.179 901 .000 
Innovation (PM11) 69.8 21.6 13.675 901 .000 
Respect (PM12) 78.1 18.6 29.363 901 .000 
Problem solving (PM13) 68.0 19.9 12.198 901 .000 
Identifying common goal  (PM14)     70.9 18.1 12.198 901 .000 
Equalitarian  (PM15) 70.3 19.6 15.716 900 .000 
The teachers express the educational environment head try to protect teachers, present confidence in teachers, 
sharing their opinions and find solutions cooperatively with the teachers, encourages the teachers to initiate new 
changes and innovations in the curriculum. Also the manager based on opportunity of free Communication and 
mutual respect, tries to keep the Teachers’ Council, providing genuinely high-quality education by the teachers, 
provides for the teachers, being regularly informed about the goals of this educational environment, informs the 
teachers about new circulars and policy directives.In addition, by the correlation analysis, the findings indicate there 
were strong and significant correlations (high correlation with 99% coefficient level) among the 15 components of 
PM. The results show that the highest correlation was 0.913 for the Involvement component whereas the lowest 
correlation was 0.767 for the Trust component. Based on the results, overall means score of the constraints in 
implementing PM was 46.44 and the standard deviation value was 20.62. This means that there was a prominent 
level of the constraints in implementing PM in the female government high schools in Mashhad. The teachers 
expressed that there were many constraints in implementing PM in high schools and they are as follow: 
1-Lack of a formalized document cause the teams to operate under informal practices that do not promote trust 
and limit their effectiveness as decision makers, consequently the school head retains the sole authority to endorse or 
reject a teacher’s recommendation.2-Time constraints and technical decisions make teachers unable to attend team 
meetings.3-Employee barriers exist when non-managerial staffs resist involvement in PM due to the lack of an 
organizational climate supportive of employee participation. Additionally, the teachers expressed there were not 
many constraints in implementing PM in high school as follows: 
1-fear that their effective involvement in PM will lead to changes in the organization of work that are not to their 
benefit such as increased workloads or even loss of jobs. 2-The school head views PM as a quick fix solution, 
underestimating the complexity of shared decision making that inevitably results in the discouragement of teachers.  
3. Conclusion 
This finding of this study can assist the managers to obtain the suitable styles for guiding and developing the 
human resource. In addition, this finding helps to recognize the PM components and prepare more comprehensive 
view regarding constraints in implementing PM. Additionally, findings of the study can be used to make some 
changes to the management process and improve organizational performance of educational environment.   
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